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FOREWORD 


This  Bulletin  was  prepared  in  response  to  many  requests 
for  instructional  material  which  would  assist  supervisors  in 
effectively  starting  the  new  man  on  the  job.  It  is  urgent  that 
a new  employee  quickly  become  adjusted  to  his  working 
environment.  Good  orientation  is  essential  to  full  produc- 
tion and  effective  relationships  with  other  workers  and 
supervisors.  The  suggestions  outlined  are  intended  to  sup- 
plement organized  job  or  supervisory  training  and  may  be 
used  for  home  study  or  future  reference. 

The  assistance  of  personnel  of  the  Civilian  Training 
Branch,  Middletown  Air  Service  Command,  is  gratefully 
acknowledged.  These  persons  supplied  illustrations  and  as- 
sisted in  writing  and  editing  the  manuscript. 

Acknowledgment  is  extended  to  members  of  the  Board  of 
Education,  to  Raymond  H.  Koch,  Superintendent,  and  to 
Robert  Jacoby,  Director  of  Vocational  Education  of  the 
Derry  Township  Public  Schools,  Hershey,  Pennsylvania. 

The  assistance  of  J.  Herbert  Kissinger,  Area  Coordinator 
of  Industrial  Education,  is  acknowledged. 

This  bulletin  was  compiled  by  staff  members  of  the  Di- 
vision of  Industrial  Education  under  the  supervision  of 
Charles  F.  Zinn,  Chief,  Trade  and  Industrial  Education,  and 
Paul  L.  Cressman,  Director  of  Vocational  Training  for  War 
Production  Workers. 


Superintendent  of  Public  Instruction. 


December,  1944. 
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STARTING  THE  NEW  MAN 


RECEIVING  THE  NEW  MAN 

When  you,  as  a supervisor,  know  that  a new  man  is 
coming  to  work  in  your  department,  do  you  take  any 
special  interest  in  his  reception  or  do  you  just  pass 
it  off  with  a shrug  of  the  shoulders  ? 

Do  you,  as  a supervisor,  have  an  honest  desire  to 
develop  the  new  man  as  an  asset  to  your  department 
and  to  your  company,  or  are  you  merely  interested 
in  production  through  the  medium  of  a number  of 
machines  (or  other  equipment)  and  operators, 
workers,  automatons  ? 

Do  you,  as  a supervisor,  know  that  you  can  de- 
velop or  destroy  any  desire  a new  man  has  to  make 
good  on  the  job  and  that  you  can  begin  either  process 
as  soon  as  you  meet  him? 

Do  you,  as  a supervisor,  ever  give  any  considera- 
tion to  the  opinion  the  new  man  may  form  when  he 
meets  you  for  the  first  time,  or  do  you  attempt  to 
assume  an  attitude  that  will  surely  impress  on  the 
new  man  the  fact  that  you  are  the  boss  and  there  is 
nothing  he  can  do  about  it? 

HOW  SHOULD  A NEW  MAN  BE  STARTED? 

It  appears  that  all  too  often  a new  man  is  started 
on  the  job  the  way  Henry  Brown  began  his  first  day’s 
work  in  a new  situation.  He  had  been  hired  in  the 
conventional  manner  through  the  personnel  employ- 
ment office. 
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"So  Your  Name  Is  Brown?” 


His  job  was  to  operate  an  electrically-powered  truck 
between  the  stock  room  and  various  work-operation 
locations  through  the  plant.  A messenger  had  es- 
corted Brown  to  the  department  where  he  was  to 
work  and  had  left  him  with  the  supervisor. 

BROWN  MEETS  THE  SUPERVISOR 

Available  Facts  Regarding  Brown’s  Background: 
Educational  History 
Physical  Examination  Record 
Previous  Work  Record 
Family  History 

Results  of  Mechanical  Aptitude  Test 
Results  of  Mental  Ability  Test 

WHAT  THE  SUPERVISOR  SAID  TO  BROWN: 

"Brown,  your  job  is  to  run  an  electric  truck.  There 
must  be  no  lost  time  in  getting  the  stock  to  the 
several  work  locations.  You’ll  have  to  watch  a few 
items.” 

1.  The  stuff  is  in  the  stock  room. 

(Where  is  the  stock  room?) 

2.  Don’t  keep  anyone  waiting  for  material. 

(Who  is  waiting  for  material?) 

3.  The  group  leaders  on  the  lines  will  tell  you 
what  to  get. 

(Will  they?) 

4.  Get  the  right  stuff  to  the  right  place — pronto! 

(Where  is  the  right  place?) 

5.  Don’t  overload  the  truck  and  wreck  it. 

(When  is  the  truck  overloaded? ) 

6.  Keep  your  ivits  about  you  and  watch  where 
you  are  going. 

(Where  am  I going?) 

7.  If  you  can’t  find  the  stuff,  ask  somebody. 
There  are  plenty  of  people  around  who  can 
give  you  the  right  steer. 

(Are  there,  and  will  they?) 

8.  You’ll  fnd  the  truck  at  the  stock  room. 

(Will  1,  and  if  not,  where?) 

9.  Tell  the  stock  clerk  I sent  you  over. 

(Will  the  clerk  listen  to  a new  man?) 

10.  I hope  you  can  run  that  truck.  The  last  two 
fellows  we  hired  for  that  job  were  not  much 
good. 

(I  wonder  whether  I can  do  the  job?) 
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MOULDING  THE  NEW  MAN’S 
ATTITUDE 

There  does  not  appear  to  be  any  particular  reason 
why  the  supervisor  should  greet  Brown  in  such  an 
unfriendly  manner.  He  did  not  know  Brown,  and 
Brown  did  not  know  him.  Is  it  good  practice  for  a 
supervisor  to  take  a "high-hat”  attitude  when  a new 
man  comes  to  work  in  his  department?  Does  this 
sort  of  attitude  add  anything  to  the  possibilities  for 
good  working  conditions?  Perhaps  a supervisor  makes 
things  more  difficult  for  himself  when  he  allows  a 
new  man  to  build  up  a dislike  for  the  shop  in  which 
he  expects  to  work  and  for  the  persons  from  whom 
he  must  receive  instructions.  Let  us  follow  Henry 
Brown  and  try  to  understand  his  line  of  thought  and 
the  influences  that  caused  him  to  think  and  act.  His 
thinking  might  be  the  same  as  many  other  new 
men,  and  his  attitude  was,  no  doubt,  molded  by  the 
treatment  which  he  received. 

WHAT  SORT  OF  RECEPTION  DOES  A NEW 
MAN  EXPECT  WHEN  HE  MEETS 
HIS  SUPERVISOR? 

1 . Courteous  treatment. 

2.  A simple  explanation  of  what  he  is  expected 
to  do — instruction. 

3.  A knowledge  of  plant  rules  and  policies. 

4.  A working  acquaintance  with  those  with 
whom  he  will  work. 

5.  A clear  understanding  of  relationship  with  his 
supervisor. 

6.  A personal  introduction  ot  the  employee  who 
will  instruct  him  on  the  job. 

7.  A knowledge  of  the  locations  of  various  per- 
sonal comfort  facilities. 

WHAT  SORT  OF  RECEPTION  DID  THE 
SUPERVISOR  GIVE  THIS  NEW  MAN? 

1.  A hard-boiled  indication  that  the  work  must 
be  kept  moving. 

2.  A few  "Do”  and  "Don’t"  admonitions  with 
no  clear  information  or  instruction  as  to  how 
to  proceed. 

3.  An  expression  of  doubt  as  to  his  ability  to  do 
the  job. 


WHERE  DID  THE  SUPERVISOR  FAIL 
IN  STARTING  THE  NEW  MAN? 

1.  He  had  available  mformation  regarding 
Brown’s  background,  but  evidently  he  was  not 
interested  in  discovering  just  what  Brown 
knew  about  the  job  he  was  going  to  do  here. 

2.  He  did  not  try  to  put  Brown  at  ease  and  his 
attitude  was  unfriendly,  if  not  slightly  an- 
tagonistic. 

3.  He  did  not  enlighten  Brown  regarding  the 
plant  layout,  rules,  or  policies. 

(Was  Brown  supposed  to  know  these 
things,  and  where  would  he  get  his  in- 
formation?) 

4.  He  did  not  introduce  Brown  to  those  persons 
with  whom  he  would  work,  nor  did  he  have 
another  person  do  it. 

5.  He  did  not  select  an  experienced  man  to 
coach  Brown  in  his  new  duties,  nor  did  he 
make  any  attempt  to  do  so  himself. 

6.  He  did  not  advise  Brown  where  he  might 
find  wash  room,  lunch  room,  time  clock,  or 
first  aid  locations,  nor  did  he  direct  another 
to  do  it. 

7.  He  did  not  direct  Brown  as  to  what  action  he 
should  take  in  the  event  he  became  confused 
or  in  need  of  information  regarding  his  work. 

8.  He  sent  Brown  into  a new  situation  without 
adequate  guidance. 

In  short,  the  supervisor  failed  entirely  to  study 
Brown’s  background  and  to  meet  him  on  familiar 
ground;  he  gave  Brown  no  recognition;  he  did  noth- 
ing to  assure  him  of  security;  he  made  no  effort  to 
help  Brown  develop  any  professional  skill. 

ESTABLISHING  PROPER 
RELATIONSHIPS 

MAKING  FIRST  IMPRESSIONS 

The  average  worker  appreciates  any  help  he  can 
get  and  sincerely  desires  to  start  right  and  develop 
for  himself  a permanent  place  in  the  organization. 
Since  it  is  up  to  the  supervisor  to  start  the  worker 
right,  he  should  know  all  he  can  find  regarding  the 
worker’s  background,  before  he  meets  him.  Essential 
information  is  furnished  the  supervisor  from  the 
personnel  manager’s  office. 
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When  the  supervisor  has  studied  this  information, 
he  must  properly  evaluate  it.  It  is  the  index  of  po- 
tential ability  the  man  may  possess.  He  may,  if 
guided  properly,  do  better  on  this  job  than  his  past 
record  indicates;  or  he  may  fall  far  short  of  his  best 
if  the  supervisor  does  not  make  the  right  approach. 

THE  CORRECT  SUPERVISOR  ATTITUDE 

The  supervisor,  when  meeting  a new  man,  must 
establish  a definite  relationship  between  the  man  and 
himself  at  their  first  meeting.  He  cannot  "take  care  of 
this  later  on.”  To  the  new  man  the  supervisor  is  the 
management,  the  plant,  and  as  the  new  man  judges 
the  supervisor,  so  he  judges  the  entire  plant. 

First  impressions  are  the  more  lasting  impressions. 
If  the  supervisor  fails  to  impress  the  new  man,  or 
the  experienced  man,  favorably,  and  is  unable  to 
inspire  him  to  follow  his  lead,  the  supervisor  will 
rank  as  a task  master  and  an  intangible  barrier  will 
have  been  erected  which  it  will  take  a long  time 
to  break  down,  if  indeed  it  can  ever  be  entirely 
eradicated. 

Inattention  and  indifference  to  the  new  man  may 
develop  a dislike  for  the  management  and  the  plant 
and  prepare  fertile  soil  for  future  grievances  and 
dissatisfactions.  First  impressions  are  often  perma- 
nent. They  may  be  incorrect,  but  they  have,  never- 
theless, been  formed. 

The  new  man  needs  to  be  questioned  intelligently 
as  to  his  qualifications  and  viewpoint.  He  should  be 
made  aware  of  the  requirements  of  his  job,  and  he 
should  be  given  an  opportunity  to  ask  questions  about 
his  job,  and  about  general  working  conditions. 


"What  Shall  I Do  Now?” 


WHAT  HAPPENED  AT  THE  STOCK  ROOM 

1.  Brown  reported  to  the  stock  room. 

2.  The  stock  clerk  j)iformed  him  that  the  steer- 
ing rod  on  the  truck  was  not  in  good  order; 
to  watch  it. 

3.  He  helped  the  stock  clerk  load  the  truck. 

4.  He  then  grabbed  the  controls  and  attempted 
to  move  his  load. 

5.  Clumsily  he  moved  out  into  the  aisle  and 
started  down  the  shop. 

(Section  D,  Material  Receiving  Bay,  the 
clerk  said.) 

6.  He  ran  up  a couple  of  blind  alleys  before  he 
found  the  right  location. 

HOW  THE  SITUATION  SHOULD  HAVE 
BEEN  HANDLED  AT  THE  STOCK  ROOM 

1.  The  supervisor  should  have  taken  Brown  to 
the  stock  room  and  he  should  have  intro- 
duced him  to  the  stock  clerk. 

(He  could  have  delegated  this  job  to  a 
responsible  person.) 

2.  He  should  have  made  sure  that  the  electric 
truck  was  in  good  condition  and  at  that  time 
he  should  have  shown  Brown  how  to  keep  it 
that  way. 

3.  He  should  have  demonstrated  ( or  had  it 
done)  the  correct  manner  in  which  an  electric 
truck  should  be  operated. 

4.  He  should  have  allowed  Brown  to  operate  the 
truck  and  he  should  have  then  corrected  any 
mistakes. 

5.  He  should  have  explained  to  Brown  that  he 
was  to  help  the  clerk  load  the  truck. 

6.  He  should  have  had  someone  go  with  Brown 
on  his  first  trip  to  show  him  where  Section  D, 
Material  Receiving  Bay,  was  located. 

WHAT  HAPPENED  AT  THE  MATERIAL 
RECEIVING  BAY 

1.  A leader  instructed  Henry  to  put  the  material 
in  a certain  place. 

2.  He  began  to  unload  the  truck. 

3.  Another  leader  instructed  him  to  put  the  ma- 
terial in  a different  place. 

(Henry  was  confused.  He  did  not  wish  to 
antagonize  either  leader.)  So, 

4.  He  left  the  truck  and  went  to  find  the  super- 
visor who  had  started  him  on  this  job.  Brown 
knew  he  would  set  him  straight. 
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"What’s  To  Go  Where?" 

WHAT  THE  SUPERVISOR  TOLD  HENRY 

1.  Don’t  get  into  an  argument  the  first  day  on 
the  job. 

2.  Unload  where  they  tell  you  and  get  going. 

3.  1 am  a busy  man  and  have  no  time  to  settle 
petty  squabbles. 

4.  You  got  into  this  and  you  can  get  out  of  it. 

HOW  THE  SITUATION  SHOULD  HAVE 
BEEN  HANDLED  AT  THE  MATERIAL 
RECEIVING  BAY 

1.  The  supervisor  should  have  introduced  Brown 
to  the  leader  in  charge  at  the  Receiving  Bay. 

2.  He  should  have  instructed  him  to  follow  the 
leader’s  directions. 

3.  He  should  have  indicated  to  Brown  the  cor- 
rect procedure  to  follow  when  ready  to  unload 
the  truck. 

If  the  supervisor  had  instructed  Henry  correctly 
and  had  introduced  him  to  the  right  persons,  would 
there  have  been  any  misunderstanding  or  any  need 
for  Henry  to  ask  the  supervisor  to  settle  a dispute? 

WHAT  HENRY  THOUGHT  AND  DID 

1.  Henry  was  surprised — and  baffled. 

2.  What  a way  to  treat  a fellow. 

3.  Was  it  his  fault  the  two  leaders  were  not  in 
agreement? 

4.  "Who  was  who"  around  here? 

The  load  was  off  when  he  got  back  to  where 
he  had  left  the  truck.  Someone  had  run  the 
truck  in  between  two  work  stations. 


5.  Henry  had  difficulty  in  getting  the  truck  out 
of  such  close  quarters,  and  he  ran  into  a 
passing  workman. 

6.  The  workman  was  taken  to  the  hospital. 

7.  Brown  was  called  to  the  office  for  an  investi- 
gation. 

Statements  of  all  those  concerned  were  com- 
pared and  evaluated.  The  final  decision  was 
that  since  Henry  Brown  was  a new  man,  the 
responsibility  for  the  accident  should  be  placed 
on  his  shoulders,  but — he  was  given  another 
chance. 

8.  Henry's  feelings  were  a mixture  of  anger, 
frustration,  helplessness,  and  bewilderment. 
He  had  not  had  a first  chance,  to  say  nothing 
about  another  chance. 

9.  He  decided  to  quit  the  job. 

WHY  DID  BROWN  DECIDE  TO  QUIT? 

1.  He  felt  from  the  beginning  that  he  was  a 
"stranger” ; he  did  not  belong  here. 

2.  The  supervisor  had  told  him  what  he  was 
expected  to  do  but  displayed  no  interest  in 
how  a new  man  was  to  know  how  to  go  about 
doing  it. 

3.  The  men  with  whom  he  worked  seemed  to  be 
hostile  to  a new  man. 

4.  The  supervisor  was  not  fair  when  Brown  was 
made  to  appear  ridiculous. 

5.  He  was  in  disfavor  because  he  had  inadvert- 
ently caused  an  injury  to  another. 


’"Who  Is  To  Blame  For  This?” 
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"What  a Place  To  Work.” 


6.  He  decided  he  did  not  wish  to  be  discharged 
on  account  of  false  accusations  which  he 
could  see  vaguely  looming  in  the  future. 

WHAT  WOULD  HAVE  BEEN  BROWN’S  AT- 
TITUDE IF  HE  HAD  BEEN  INTRODUCED 
AND  INSTRUCTED  CORRECTLY? 

1.  He  would  have  felt' that  he  belonged  to  the 
group  and  that  he  had  a definite  job  to  do. 

2.  He  would  have  been  eager  to  cooperate  with 
his  fellow  workers. 

3.  He  would  have  developed  a sense  of  respect 
for  the  supervisor  and  for  his  fellow  workers. 

4.  He  would  have  gone  home  at  the  end  of  the 
work  period  with  a good  word  for  the  plant 
and  the  men  who  worked  there. 

5.  He  would  have  returned  the  following  day, 
ready  to  do  better  than  he  did  the  day  before. 

6.  He  would  have  felt  that  his  efforts  to  do  a 
job  had  been  recognized  and  that  there  was 
a chance  in  the  plant  to  become  secure. 

Brown  wanted  what  all  new  (and  old)  employees 
want: 

Courteous  recognition. 

A sense  of  security. 

An  opportunity  to  develop  skills. 

Commendation  for  accomplishment. 

If  a supervisor  starts  every  new  man  right,  there 
is  every  possibility  that  he  will  have  a smoothly 
running  department  and  that  the  employees  in  that 
department  will  improve  constantly  in  skill  and 
employee  relationships. 


STARTING  THE  NEW  MAN  RIGHT 

WHAT  SHOULD  THE  SUPERVISOR  DO  TO 
START  THE  NEW  MAN  RIGHT? 

The  seven  steps  which  follow  are  suggested  as  the 
proper  approach  the  supervisor  should  make  to  win 
and  maintain  the  confidence  of  the  new  man: 

1.  Greet  him  cordially. 

2.  Display  a sincere  interest  in  him. 

3.  Explain  the  part  he  will  play. 

4.  Shotv  him  around. 

5.  Introduce  him  to  co-workers. 

6.  Choose  right  man  to  instruct  him. 

7.  FOLLOW-  UP — Don’t  forget  him. 

A certain  amount  of  the  supervisor’s  time  will  be 
required  for  the  adequate  application  of  these  seven 
steps.  The  supervisor  will  be  obliged  to  schedule  care- 
fully his  work  for  each  day  in  order  not  to  neglect 
the  new  man.  Certain  responsibilities  may  have  to  be 
assigned  to  assistants. 

The  supervisor  who  does  not  plan  to  take  time 
to  start  each  new  man  correctly  will  discover  that 
many  more  hours  will  be  required  to  solve  the  prob- 
lems that  will  arise  from  misunderstanding,  ignorance 
of  plant  rules,  and  misinformation  gained  from  old 
employees. 

There  should  be  team  work  among  supervisors 
regarding  their  planning  to  start  the  new  man  cor- 
rectly. When  all  supervisors  in  the  plant  have  mas- 
tered the  technique  of  starting  the  new  man  correctly, 
it  is  quite  conceivable  that,  when  a supervisor  is 
absent,  or  is  in  an  important  conference,  or  if  there 
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is  an  exceptionally  large  number  of  new  men  to  be 
started,  a fellow  supervisor  can  assist  in  introducing 
the  new  man  to  the  job. 

A supervisor  may  have  one  or  two  understudies, 
and  these  persons  can  be  safely  delegated  to  start 
the  new  man.  The  point  stressed  in  this  connection 
is  that  every  supervisor  should  be  positive  that  the 
new  man  in  his  department  or  section  has  been 
started  satisfactorily.  The  new  man  must  not  start 
to  work  until  he  has  been  mentally  prepared  to  as- 
sume his  full  share  of  responsibility  to  do  a good 
job  for  his  employer. 

The  supervisor  and  any  assistants  should  study 
thoroughly  the  personal  record  of  the  new  man 
before  their  first  meeting  with  him. 

If  the  supervisor  who  met  Henry  Brown  for  the 
first  time  had  done  this,  he  would  have  discovered 
any  strong  points  and  weaknesses  in  Brown’s  make- 
up and  could  have,  in  all  probability,  given  him  the 
right  kind  of  a start  which  would  have  prevented 
these  unfortunate  experiences  on  a new  job. 

STEP  1.  GREET  HIM  CORDIALLY 

A smile  and  a firm,  sincere  handclasp  will  quickly 
break  down  any  reserve.  Remember  that  a stranger 
welcomes  friendliness.  Henry  Brown  received  no  such 
reception  as  this. 

The  supervisor  should  make  the  employee  feel  at 
ease.  Friendly  questions  about  previous  employment, 
the  reason  for  applying  for  work  at  this  plant, 
and  casual  remarks  about  his  personal  interests 
and  activities  will  assist  in  dispelling  a feeling  of 
strangeness. 


"I  Know  You  Will  Like  It  Here.” 


"Never  Take  Chances — We  Have  a 
W ell-Equipped  First  Aid  Dispensary.” 


The  personnel  record  may  suggest  subjects  to  which 
the  first  conversation  may  be  directed.  If  there  is 
genuine  and  sincere  interest,  the  new  man  can  be 
led  to  talk  about  things  of  personal  importance.  If 
the  supervisor  has  not  yet  learned  how  to  be  gen- 
uinely interested  in  persons  as  individuals,  he  must 
acquire  that  attitude  by  a determined  effort  to  find 
something  of  interest  in  every  person.  Sincere  interest, 
without  creating  the  impression  of  prying  into  other 
people’s  affairs,  will  develop  respect  for  the  super- 
visor and  will  assist  the  supervisor  to  understand  the 
worker. 

Did  the  supervisor: 

a.  Study  Brown's  record  objectively? 

b.  Greet  Brown  cordially? 

c.  Put  him  at  ease? 

d.  Try  to  find  ivhat  he  kneiv  about  the  job? 

e.  Give  him  a chance  to  ask  questions? 

STEP  2. 

DISPLAY  A SINCERE  INTEREST  IN  HIM 

Although  the  new  man  may  have  been  given  a 
booklet  stating  the  plant  rules  and  regulations,  the 
supervisor  should  review  with  him  plant  rules  and 
policies  to  emphasize  their  importance  and  to  clarify 
many  details  needing  special  explanation. 

Regulations  regarding  clothing  required  for  the 
particular  job  and  first  aid  rules  require  first  attention. 
Precautionary  measures: 
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a.  Every  hi  jury,  regardless  of  its  seriousness,  must 
be  reported  and  treated  in  the  first-aid  room. 

b.  The  employee  must  not  attempt  to  do  any- 
thing that  looks  unsafe  or  that  he  does  not 
understand. 

It  should  be  remembered  that  many  new  em- 
ployees have  never  worked  in  industry  before  and 
that  they  may  not  realize  that  even  a scratch  may 
develop  into  an  infection  of  serious  proportion. 

c.  Protective  equipme>it  such  as  goggles,  gloves, 
or  safety  shoes  should  be  emphasized,  and 
plant  policy  regarding  their  purchase  from  the 
supply  department  should  be  explained. 

The  new  employee  will  be  interested  in  rules  af- 
fecting his  pay.  He  will  want  to  know  about  the  rate 
of  pay,  work  hours,  the  pay  periods,  and  where  he 
will  receive  his  pay.  Since  lateness  and  absence  will 
affect  his  pay,  the  rules  on  these  points  should  be 
explained.  Payroll  deductions  such  as  insurance,  union 
dues,  and  social  security  require  explanation.  The 
supervisor  will  want  to  stress  that  the  employee 
should  come  to  him  with  any  questions  regarding  his 
pay. 

Other  general  policies  and  regulations  may  need 
explanation.  The  issuance  of  gate  passes  may  be  a 
problem.  The  employee  may  want  to  know  about 
parking  space.  The  plant  may  provide  seme  type  of 
medical  service.  Fire  rules  should  be  emphasized: 

a.  Smoking  restrictions. 

b.  Locations  of  fire  extinguishers. 

c.  What  to  do  if  fire  is  discovered. 

d.  Disposal  of  rags,  paper,  other  inflammable 
materials. 

e.  Responsibilities  in  case  of  fire. 

The  procedure  for  handling  grievances  should  be 
outlined.  And  finally,  the  supervisor  will  discuss  the 
details  of  good  housekeeping  by  indicating  the  im- 
portance of  keeping  everything  clean  and  in  its  place 
and  showing  how  this  can  be  done. 

Did  the  supervisor: 

a.  Appear  to  be  interested  in  Henry  Brown? 

b.  Explain  the  shop  rules  and  regulations? 

c.  Give  Henry  an  opportunity  to  ask  questions? 

d.  Tell  him  what  to  do  in  case  of  accident  or 
fire? 

e.  Offer  him  any  information  regarding  where 
to  ring  his  clock  card? 

f.  Tell  him  ivhen  and  where  he  ivould  receive 
his  pay? 


STEP  3. 

EXPLAIN  THE  PART  HE  WILL  PLAY 

In  some  manner  refer  to  his  previous  record  and 
indicate  that  he  has  had  certain  experiences  and  that 
good  reports  of  his  work  have  been  received.  This  is 
an  introduction  to  explaining  to  him: 

a.  Exactly  what  his  assignment  is. 

b.  Why  this  job  has  been  selected. 

c.  His  immediate  responsibility. 

d.  That  he  will  be  instructed  on  the  job. 

e.  \\"hat  to  do  if  he  needs  assistance. 

The  new  man  should  be  inspired  to  believe  that 
when  he  joins  the  organization,  he  becomes  a vital 
part  of  it  and  that  its  success  or  failure  depends  upon 
his  contribution  as  much  as  upon  that  of  all  other 
individuals  employed  by  it. 

The  supervisor  has  an  excellent  opportunity  at  this 
stage  of  the  interview  to  point  out  to  the  new  man 
that  all  of  the  experienced  men  were  once  beginners 
and  that  higher  pay  comes  through  advancement,  and 
advancement  is  the  result  of  close  application  to  duty, 
an  honest  desire  to  improve  workmanship  and  use- 
fulness, and  a willingness  to  take  advantage  of  every 
opportunity  to  receive  additional  training. 

Since  nearly  every  industry  offers  training  oppor- 
tunities for  employees,  this  will  be  an  opportune  time 
to  outline  the  training  plan  that  is  offered  for  em- 
ployees in  your  plant  or  shop. 

Did  the  supervisor: 

a.  Tell  Henry  Brown  that  he  had  ever  heard  of 
him  before? 
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b.  Sti})i?date  his  interest  by  mentioning  oppor- 
tunities  for  advancement? 

c.  Tell  him  what  to  do  if  in  need  of  assistance  or 
counsel? 

d.  Explain  the  plant  training  pro  grain? 

STEP  4.  SHOW  HIM  AROUND 

When  an  employee  comes  to  work  for  the  first 
time,  everything  is  strange  and  unfamiliar.  He  does 
not  know  where  he  will  work  nor  the  various  places 
throughout  the  plant  with  which  it  is  necessary  that 
he  become  familiar.  He  may  be  too  timid  to  ask  ques- 
tions of  those  in  authority,  and  if  he  asks  compara- 
tive strangers  (his  fellow  workers),  he  may  be 
misdirected. 

One  of  the  first  things  the  supervisor  should  do  is 
to  take  the  worker  to  all  the  important  locations  it  is 
necessary  to  know  in  order  to  work  intelligently.  The 
new  man  may  be  shown  such  places  as: 

1 . Cafeteria — explain  lunch  period. 

2.  Rest  room. 

3.  Pay-0 jf  location. 

4.  First  Aid  Department  — emphasize  safety 
rules. 

5.  Locker  room — assign  locker. 

6.  Supply  room — explain  procedures. 

7.  Time  clock — explain  cards. 

The  supervisor,  by  acquainting  the  employee  with 
these  places,  will  avoid  the  loss  of  much  time  and 
effort  later  on.  This  procedure  will  also  eliminate  the 
embarrassment  of  the  worker  caused  by  making  it 


"This  Is  Our  W or  king  Unit.” 


"This  Is  Our  New  Stock  Clerk — You  Two  Will 
Work  Together.” 


necessary  for  him  to  inquire  constantly  about  loca- 
tions he  needs  to  know  in  order  to  perform  his 
duties. 

The  supervisor  must  consider  the  new  man’s  capac- 
ity for  absorbing  information  and  instruction.  He 
should  take  time  to  make  sure  the  employee  under- 
stands what  he  is  told.  Invite  him,  if  necessary,  to 
ask  for  the  instructions  to  be  repeated.  Be  sure  he 
understands  that  this  tour  of  the  shop  is  solely  for  his 
benefit.  And  finally,  tell  him  exactly  whom  he  should 
ask  for  additional  information  in  the  event  he  is  not 
certain  what  to  do. 

Did  the  supervisor: 

a.  Show  Henry  Brown  around  the  shop? 

b.  Tell  him  the  locations  of  stock  room,  repair 
department,  receiving  areas,  etc.? 

c.  Tell  him  whom  to  see  for  necessary  instruc- 
tions? 

STEP  5. 

INTRODUCE  HIM  TO  CO-WORKERS 

To  a new  man  the  other  employees  are  established, 
know  their  way  around,  and  are  perhaps  just  waiting 
to  "take  the  new  fellow’s  measure.’’  A friendly  intro- 
duction causes  these  feelings  of  inferiority  to  fade. 
This  sort  of  introduction  is  good  for  the  experienced 
workers  as  well  as  for  the  new  man.  The  knowledge 
that  he  has  one  friend  in  the  group  is  comforting; 
when  he  has  been  introduced  to  several  fellows,  he 
has  a feeling  that  "he  belongs.’’ 

The  introduction  need  not  be  formal.  One  super- 
visor introduced  a new  man  this  way: 
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"Now,  Jim,  let's  talk  to  some  of  the  fellows  who 
will  work  with  you.  This  is  Harry  Rainey — they  call 
him  Haps.  Harry,  this  is  Jim  Anderson— Jim’s  going 
to  run  the  lift  truck.  This  is  George  Lindsay — they 
call  him  Corky.  George,  this  is  Jim  Anderson— you 
fellows  ought  to  get  along  well  together.  You  both 
like  basketball." — and  so  on  until  the  new  man  feels 
that  he  is  wanted,  that  he  is  to  be  given  a chance  to 
work  with  a real  group  of  men. 

Did  the  supervisor: 

a.  Introduce  Brown  to  any  of  the  shop  group? 

b.  Make  Broun  feel  that  the  group  worked  to- 
gether? 

c.  Help  him  get  rid  of  that  "strange”  feeling? 

STEP  6.  CHOOSE  THE  RIGHT  MAN 
TO  INSTRUCT  HIM 

The  supervisor  should  make  sure  the  new  man 
understands  how  to  handle  his  job  and  if  he  does 
not,  a competent  employee  should  be  selected  to  teach 
him.  A competent  fellow-worker  may  do  a better  job 
of  instructing  than  the  supervisor.  Why? 

The  principal  reason  is  that  the  new  man  does  not 
mind  making  a mistake  when  a fellow-worker  is  giv- 
ing the  instructions,  but  to  make  a mistake  while  the 
supervisor  is  watching  is  embarrassing.  Give  the  new 
man  a chance  to  "save  his  face” ; the  supervisor  was 
once  a new  man  and  should  remember  how  he  felt. 
Select  a competent  fellow-worker,  when  possible,  to 
instruct  the  new  man. 

The  following  example  is  taken  from  real  life: 


"Always  Make  Sure  These  Cotter  Pins  Are 
Spread  Correctly.” 


The  supervisor  turned  to  Jim,  took  him  by  the  arm, 
and  inquired,  "Do  you  know  how  to  drive  a lift 
truck?” 

"No,”  Jim  replied,  "I  don’t.” 

"Well,  let’s  go  to  see  George  Swanson,  who  is  an 
expert  on  lift  trucks.  He’s  a mighty  nice  fellow  and 
he’ll  teach  you  how  to  run  one.” 

When  they  came  to  George,  the  supervisor  greeted 
him  and  then  explained,  "Here’s  one  of  our  new  men, 
George.  He’s  going  to  drive  the  lift  truck  hauling 
the  castings.  His  name  is  Jim  Anderson.” 

"I’m  glad  to  meet  you,  Jim.”  George  greeted  him 
with  a smile  and  a hearty  handshake.  "You  look  like 
a good  fellow.  I know  you’ll  do  all  right  with  the 
job.” 

Why  had  the  supervisor  picked  George  to  teach 
him  when  there  were  a dozen  others  who  knew  how 
to  run  the  truck?  Well,  he  knew  that  George  was 
peculiarly  fitted  to  teach  Jim.  He  liked  people  and 
understood  them.  He  had  patience — he  knew  that 
Jim  might  not  learn  so  quickly  as  some  others.  He 
had  been  taught  the  correct  methods  of  teaching  a 
man  to  do  a job  and  thoroughly  knew  the  job  itself. 
Besides,  he  had  the  personality  that  made  people  like 
him  and  somehow  he  was  able  to  inspire  them  with 
enthusiasm  for  the  job  and  to  work  for  something 
better.  That’s  why  George  was  selected. 

The  supervisor  must  have  men  like  George  to  in- 
struct the  workers.  He  doesn’t  always  have  the  time 
to  teach  every  worker  to  do  a new  job  and  must  as- 
sign this  work  to  others.  If  he  is  careful  in  choosing 
the  right  people  to  do  the  teaching,  many  hours  of 
worry  about  spoilage,  waste,  and  lagging  production 
may  be  eliminated. 

Did  the  supervisor: 

a.  Select  a competent  man  to  instruct  Brown? 

b.  Concern  himself  with  Brown’s  ability  to  run 
a truck? 

c.  Caution  anyone  to  watch  Brown  and  give  him 
help  if  he  needed  it? 

STEP  7. 

FOLLOW-UP  — DON’T  FORGET  HIM 

A satisfied,  enthusiastic,  loyal,  and  dependable  em- 
ployee is  what  the  supervisor  wants.  To  attain  this 
goal  he  must  carefully  direct  his  department,  all  of 
which  requires  conscious,  planned  effort.  Although 
the  following  suggestions  may  not  apply  to  every 
plant  or  every  situation,  they  will  help  to  guide  the 
supervisor  in  his  follow-up  program. 
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1.  Talk  in  private  with  the  worker. 

Tell  him  that  you  appreciate  his  work  and  ask 
whether  you  can  help  him  by  answering  any 
questions.  Always  be  patient  if  the  worker  has 
little  or  nothing  to  say.  Your  friendly  and  helpful 
attitude  will  encourage  him  to  "open  up,”  and 
he  will,  eventually. 

2.  Eliminate  unnecessary  elements  producing  fatigue. 

a.  /.I  chair  comfortable? 

b.  Are  ivork  habits  correct? 

c.  Can  anything  be  done  to  make  the  work 
easier? 

3.  Provide  all  safety  items  needed  and  remove 
hazards  so  that  the  employee  will  realize  that 
everything  is  being  done  to  make  his  job  safe. 

A worker  filled  with  fear  cannot  be  a good 
worker. 

4.  Make  it  possible  for  him  to  "fit  in”  with  the 
gang. 

See  that  he  knows  the  right  persons. 

5.  Help  him  with  personal  problems  if  he  wants 
your  assistance. 

He  will  come  to  you  if  you  and  he  are  friends. 

6.  Make  sure  that  he  is  not  a square  peg  in  a round 
hole, 

a.  Does  he  need  glasses  for  his  ivork? 

b.  Does  he  use  the  rest  room  frequently? 

c.  Is  he  becoming  nervous? 


STEPS  IN  PLANNED  CONTACTS 

1.  Study  the  man. 

2.  Plan  the  talk. 

3.  Choose  the  time  and  place. 

4.  Be  friendly. 

Did  the  supervisor: 

a.  Care  particularly  whether  Henry  Brown  made 

p 

b.  Make  any  provision  for  checking  on  Brown’s 
progress? 

c.  Hold  himself  responsible  in  any  way  for 
Brown’s  behavior? 

THE  SUPERVISOR  CHECKS 
HIMSELF 

The  majority  of  supervisors  know  better  than  to 
receive  a new  man  and  accord  him  the  careless  recep- 
tion which  was  given  to  Henry  Brown.  Even  though 
a supervisor  does  know  better,  he  often  is  guilty  of 
making  the  glaring  mistakes  which  were  indicated  in 
the  citation  of  the  experiences  which  caused  Henry 
Brown  to  quit  the  job  cold. 

It  is  apparent  that  in  order  to  give  a new  employee 
a right  start,  the  supervisor  must  cultivate  a pleasant 
disposition  and  manner.  The  supervisor  has  many  dif- 
ficulties with  which  to  contend.  He  may  experience 
temporary  ill  health;  his  superiors  may  make  heavy 
demands  on  his  time  and  energy;  and  he  may  be 
troubled  on  account  of  illness  in  his  family  but  he 
cannot  let  these  things  affect  his  relationships  with 


"I’ve  Been  Hearing  About  the  Good  Work  You 
Are  Doing.” 
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"Is  That  Me.^” 


employees  in  his  group,  with  other  supervisors,  or 
even  with  his  superiors.  He  must  always  be  the  even- 
tempered,  pleasant  person  with  whom  everyone  likes 
to  work. 

Supervision,  in  practice,  is  as  much  a trade  or  pro- 
fession as  toolmaking  or  drafting.  A toolmaker  studies 
his  materials,  and  the  correct  instruments  to  use  in 
shaping  his  work.  The  draftsman  observes  certain 
fixed  laws  of  science  when  designing  projects.  Neither 
workman  can  change  the  laws  that  are  established, 
but  these  workmen  can  study  and  learn  the  laws  and 
make  use  of  them  in  accomplishing  their  purpose. 

Toolmakers  and  draftsmen  develop  jobs;  a super- 
visor develops  men  and  women  to  assist  in  the  pro- 
duction of  useful  appliances,  mechanical  units,  tools, 


and  equipment.  No  two  men  or  women  are  alike. 
They  all  have  their  good  and  poor  points  and  they 
all  differ  emotionally.  The  supervisor  must  carefully 
approach  the  new  employee  and  make  him  feel  that 
the  people  in  the  plant  are  friendly,  that  he  will  be 
given  an  equal  opportunity  with  other  employees, 
and  that  the  supervisor  is  a person  who  understands. 

To  help  the  supervisor  make  certain  that  he  does 
not  fail  to  give  attention  to  any  one  phase  of  starting 
the  new  employee  right,  the  following  check  list  is 
suggested. 

Some  plants  require  a check  list  to  be  filled  out 
and  turned  in  to  the  personnel  office.  This  check  list 
may  be  adapted  to  any  plant  if  a suitable  heading  is 
provided. 


"Mask  That  Ugly  Feeling.” 


"Let’s  Go,  Fellows” 


CHECK  SHEET— Starting  the  New  Man  Right 

NOTE:  A check  mark  (X)  opposite  the  item  indicates  favorable  or  unfavorable  action. 


HAVE  I; 


Yes  No 


DO  I: 


Yes  No 


Acted  as  if  the  new  man  were  intruding  ?- 

Paid  attention  to  his  record  ? 

Given  him  a hard-boiled  stare? 

Let  him  stand  around? 

Spoken  to  him  as  a superior  person  ? 

Shot  questions  at  him  and  confused  him 
into  speechlessness? 

Told  him  his  job  would  not  be  easy? 

Failed  to  mention  training  opportunities  ?- 

Failed  to  show  him  the  shop  ? 

Told  him  to  read  the  safety  rules? 

( Where  ? ) 

Pointed  out  that  he  should  wear  safe 
clothing?  (What  and  why?) 

Admonished  him  to  "keep  the  place 
clean"  without  telling  him  "how" 
and  "why”? __ 

Given  instructions  about  fire? 

Told  him  pay-day  was  Friday  but  gave 
no  information  regarding  place  or 
time  he  was  to  report  to  receive 
pay  ? 

Told  him  to  get  supplies  from  the  stock 
room?  ("How”?  "When”?) 

Told  him  he  had  a half-hour  for  lunch? 

( Where  ? )- 

Sent  him  down  the  line  to  find  "Tom” 
who  would  tell  him  what  to  do? 

Met  him  in  the  shop  a few  days  later 
and  told  him  I heard  he  was  not 
doing  so  well  ? 

Called  the  group  leader  and  the  man 
together  in  the  shop  to  learn  "what 
the  trouble  was,"  when  the  leader 
placed  the  responsibility  for  a mis- 
take on  the  new  worker? 

Called  him  into  the  olfice  when  he  was 
absent  the  previous  day  and  told 
him  if  he  could  not  be  on  the  job 
regularly  he  would  be  replaced? 
(You  found  out  the  next  day  that 
the  man's  wife  was  critically  ill.) 


Put  myself  in  the  new  man's  place? 

Study  his  record  objectively.’ 

Meet  him  with  a friendly  smile? 

Greet  him  with  a firm  hand-shake? 

Ask  him  to  sit  down? 

Put  him  at  ease? 

Discuss  his  background  ? 

Give  him  a chance  to  ask  questions  ? 

Explain  his  immediate  responsibility? 

Tell  him  about,  in-plant  training? 

Explain  after-hours  training  opportunity  ?- 

Show  him  around  the  shop? 

Inform  him  about  clothing  regulations? — 

Caution  him  on  smoking  restrictions  ? 

Outline  good  housekeeping  rules? 

Tell  him  what  to  do  in  case  of  fire? 

Explain  time-clock  regulations? 

Explain  payroll  deductions? 

Show  him  where  he  will  be  paid? 

Point  out  locations  of  rest-rooms,  cafe- 
terias ? 

Explain  issuing  of  supplies? 

Assign  him  a locker? 

Introduce  him  to  fellow  workers? 

Make  him  feel  that  he  "belongs"? 

Make  sure  he  knows  his  job? 

Select  a competent  man  to  instruct  him  ?- — 

Introduce  him  to  his  instructor? 

Check  his  shop  progress? 

Arrange  for  planned  contacts  ? 

Help  him  "fit  in”  with  the  gang? 

Assist  with  personal  problems? 

Tell  him  whom  to  see  for  information? — 

Repeat  instructions  to  make  clear? 

Have  plenty  of  patience? 
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WHICH  EXAMPLE  DO  YOU  LIKE? 


A number  of  examples  of  how  supervisors  greet  new  men  are  given  below.  These  examples 
are  actual  suggestions  made  by  supervisors  in  conference.  Do  these  examples  reflect  your  technique  ? 
Study  the  examples  and  check  in  the  appropriate  space  at  the  right. 

Example  No.  1 "If  a man  knows  his  stuff,  that  Did  this  supervisor:  Yes  No 

is  all  I ask.  We  have  no  room  for  , , , , , 

, , 1 , , IT  Intend  to  develop  workers?  

men  who  have  to  be  told  every  move  to  make.  I ' 

don’t  want  any  men  in  my  department  that  have  to  Consider  the  man's  feelings? 

be  coddled.  When  I meet  a new  man  for  the  first  _ , . . . 

...  ^ . r T 1 Have  a pood  viewpoint? 

time,  I stare  him  down.  I spit  at  his  feet;  I turn  and 

walk  away.  I want  to  find  if  he  can  take  it.”  Command  respect? 

What  would  you  do  if  a supervisor  attempted  to  stare  you  down?  Answer 


Do  you  think  that  instructing  a new  employee  can  be  called  "coddling”?  Why?  Answer. 


Why  should  a new  employee  be  instructed,  even  though  he  is  an  experienced  man?  Answer. 


Example  No.  2 "I  don’t  pay  much  attention  to 
new  men  when  they  come  to  me. 

I allow  them  to  stand  around  until  I think  they  realize 
how  helpless  they  are.  I startle  them  into  action  by 
suddenly  bawling  them  out  for  idleness.  They  never 
know  what  is  going  to  happen  next  and  I can  keep 
them  in  line  this  way.” 

What  would  you  do  if  a supervisor  bawled  you  out  for 


Did  this  supervisor:  Yes  No 

U nder stand  men  ? 

Over-rate  his  ability? 

Use  the  right  approach? 

Handicap  his  group? 

idleness  if  he  had  not  assigned  a job  to  you?  Answer 


If  this  supervisor  expects  to  keep  men  in  line  by  using  the  element  of  surprise,  what  will  be  the  probable  result? 
Answer 


Explain  what  will  likely  happen  when  a man  finishes  a job  that  has  been  assigned  to  him  under  the  circumstances 
given  in  Example  No.  2.  Answer 
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Did  this  supervisor: 


Yes  No 


Example  No.  3 "I  arrange  for  a time  to  call  the 
new  man  into  my  office  for  a 
quiet  chat.  We  go  over  his  past  record  and  select  the 
strong  points.  The  man  agrees  with  me  on  the  strong 
points  and  we  decide  to  give  a certain  job  a trial.  I 
am  careful  to  explain  fully  the  policies  of  the  plant 
and  the  responsibilities  of  the  job  and  to  tell  him  that 
I am  depending  on  him  to  make  good.  I am  seldom 
disappointed  in  my  new  men  because  I start  them  out 
right.” 

What  would  be  your  reaction  if  your  supervisor  thoroughly 
ing  on  you  to  do  it  correctly.^  Answer 


Get  the  respect  of  his  men? _ 

Cause  them  to  help  themselves? 

Place  too  much  faith  in  them? 

Raise  the  standards  in  his  depart- 
ment?   

explained  a job  to  you  and  stated  that  he  was  depend 


What  would  you  think  of  your  supervisor  if  he  invited  you  to  consider  your  past  record  and  assist  in  deciding  on 
the  type  of  work  for  which  you  are  best  fitted.^  Answer 


Why  do  you  think  this  supervisor  is  seldom  disappointed  in  the  behavior  of  new  men?  Answer _ 


Example  No.  4 "I  am  too  busy  to  meet  the  new 
man  personally,  so  I turn  him 
over  to  a clerk  or  to  a senior  mechanic.  The  clerk  or 
the  senior  mechanic  have  instructions  to  show  the 
new  man  where  the  tool  crib  is  and  tell  him  how  to 
withdraw  tools.  He  then  gets  a wrench  or  other  suit- 
able tools  and  goes  to  work  with  one  of  the  groups. 
He  soon  learns  his  way  around  and  I do  not  have  to 
waste  any  time  on  him.” 

What  would  you  think  of  your  supervisor  if  he  tur: 
discussing  your  job  with  you?  Answer 


Did  this  supervisor:  Yes  No 

Properly  delegate  responsibility? 

Place  too  much  confidence  in  his 

clerk  or  senior  mechanic? 

Protect  the  new  man  against  unfair 

treatment  ? 

Generate  future  trouble  for  himself 

or  others? 

you  over  to  a clerk  or  senior  mechanic  instead  of  first 


What  is  your  comment  regarding  the  supervisor’s  statement  that  he  is  too  busy  to  start  the  new  man?  Answer 


State  your  opinion  on  the  probable  results  of  starting  a new  man  in  this  manner.  Answer. 
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